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Quietly, a revolution m nuhtary affars has occurred over the past few years Kot the “normal” 

revolution that advances new capabIlities and \% eaponry, this IS a revolution of process These changes 

ongmated m de Defense Reorgamzation Act of 1986 (Goldwater - Nichols) nhxch wgmficantly altered 

the role of the Chamnan of the Jomt Chefs of Staff Many nuhtary observers knour that tis act increased 

the power of the Lmfied Commanders (CNCs) located around the globe, and tied promotions to s&we 

m the Joint commumty Few reahze that the act created the position of Vice Chanman Fener still 

realize that the act reqmred the Chairman of the Joint Chefs of Staff to “submit to the Secretary of * _ 

Defense alternate program recommendations and budget proposals to achieve greater conformance n lth 

the pnormes established “I To accomphsh this the Vice Chamnan estabhshed the Joint Reqmrements 
?I ” 

Oversight Council (JROC) m 1986 Relatn ely mnocuous durmg its formam e years, the JROC underwent 

a profound change under the present Vice Chairman, Admiral Willlam Owens The latest substantwe 

chvge happened on-y months ago “In February 1995 the JROC process 13 as formally expanded to 

support the Chamnan m ad\ Ismg the Secretary of Defense on reqmrement pnorrfzes as n ell as subnuttmg 

alternate program recommendatzons and budget proposals “,, Ths autonomous expansion has altered the 

enhre procurement landscape and has completed the slgmficant sluft m the power base wthm the 

Pentagon that began m 1986 Tlus sh& m power 1s best illustrated by ret lenrng the McSamara era 

defense procurement process, exammmg the new JROC process, and then lookmg at the actors who gain 

and lose as a result of this transltlon 

BACKGROIJ-D 

In 196 1 Defense Secretary Robert McNamara attempted to mJect dlsclphne and effinency mto 

the Department of Defense (DOD) budget process He behaved that the rmhtary senlces could not 

P1 
ormze acquisition and force structure themseh es McNamara believed that an external structure -- the 

Secretary of Defense’s staff -- would ha\ e to play the role of honest broker ms q stems analysts 

developed the Planmns Programmmg and Budgetmg System (PPBS) The PPBS process, as It now 

exists, is a 26 month process, from the begmmng of planmng to the commencement of the budget year 111 

Planmng starts 26 months before the budget J ear begms M&ary officers m each sen Ice and on the Jomt 
I 

styff re\ lew past guidance and plan for the future The result 1s the Joint Chefs of Staff pohcy re\ lew 
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called the Joint Strategc Planmng Document (JSPD) Cl\lhan officials m the Office of the Secretary of 

Defense ralew the JSPD, nahonal strategc and defense policy, current plans and proJects, and proJected 

resources The Office of the t-ndersecretary of Defense for Policy produces the end product of the 

plyng phase -- The Defense Planmng Guidance This Defense Planmng Guidance 1s the of&ml DOD 

template from nluch senlces develop future budgets In thus development the OSD staff has a key;‘ 

advantage “It takes time for a new mdwdual to master the issues and learn the game, usually at least one 

cycle In tis process, it is usually the nulls officers who suffer from tis disadvantage because they _, 

transfer much more frequently than their Clv11 Serwze counterparts “w Clearly, umformed personnel have 

a sign&ant role m the planmng function, but the overall plannmg process -- the first step m PPBS -- 1s 
$1 .a 

orchestrated bl the OSD clvfllan staff 

Progmmmmg comprises the second step of PPBS The programmmg phase lasts from February 

to July of *the year before the budget takes effect Each nuhtary senlce, usmg the Defense F&rung 

Gufdance, da elops a Program ObJectn e Memorandum (POW The POM “detsuls the specific forces and 

pro,grams that the senwze proposes over the [future%udget > ears] to meet the ml,rta;, requirements 

ldehtlfied m the DPG wthm the financml hnuts that are mandated by the Secretary of Defense “” The 

Deiense Resource Planning Board, nhch IS chared bq the Deputy Secrem of Defense and Includes 

representam es from OSD and the Joint Chiefs, then re\ leR s each services‘ PO13 The board appro\ es or 

disapproves the serwces’ plan (POM) and publishes the Program Declslon Memoranda The Secretary of 

Defense’s signature on the Program Decision Memoranda completes the programmmg phase 

Tradmonally dunng tl~s phase the bulk of input comes from the sen ices \I lth the OSD staff crmqumg 

and approvmg tl~s mput As m the plannmg phase, the expenence of the OSD gives them a sign&ant 

ad\ antage m steering declslonmakmg 

The tlurd and final portion of the PPBS process is the Budgeting phase This lasts from August 

until late December of the J ear pnor to the budget’s lmplementatlon The Offlce of the DOD Comptroller 

has pnmary responslblhty for thy process The Comptroller corwerts the budget from the program 

elements (1 e General Purpose Forces, Strategic Forces) used n lthm the Defense Department to the 

f&ctional format used by Congress (1 e , lfihtary Personnel, procurement etc :I Throughout this period, 



the Department of Defense prepares Jutications of mdn~dual Items m preparation for the subnusslon of 

the budget to Congress “As a result, the budget review IS often a more pohtxal process, and the senxes 

sometimes complam that declslons presumably made durmg the POh4 process are rewslted durmg the 

bud get re\ lew “” The Department of Defense subnuts the final product, the budget, through the Office of 

Management and Budget (OMJ3) to the Congress Durmg tl~s phase, as Intended by McNamara, the OSD 

staff has the lead wth input and responses received from the serwes 

Hence, throughout the PFBS process, the OSD staff has the key role of Integration, and decision w 

n&ng The serwces are agmficantiy mvolved wth the preparation of submuslons and negotiatmg wth 

the OSD staff Certamly the Joint staff has a voice throughout tlus system, but they do not own any 
t ” 

portlon of the process outnght, and pnor to 1986 only operated on the penphery 

JROC PROCESS 

The JROC process, on the other hand, 1s completely under the control of the Joint Staff 

Proponents of the JROC argue that not until the Chanman gamed some control 01 er pnontizatxon of 

procurement could the true intention of the Goldwater-Sichols -4ct be realized 

The Joint Reqmrements a erslght Counal IS composed of the wee chefs of staff of each service 

and chaxed by the Vice Chanman of the Joint Chiefs of Staff’” Tbs forum receives the 

recommendations of eight workmg groups -- the Jomt Warfighting Capability Assessment (JWCA) 

Comrmttees The JROC assigns each cornmlttee an area for study The areas range from ground 

mtieuver to air supenonty and affect every sen Ice and e\lery agency One of the directors of the Joint 

SfqfT -- a three star or h%o star equivalent officer -- chars each JWCA Each assessment team has 

members from the sen ices, the Office of the Secretary of Defense, Federally Funded Research 

Orgamzauons (like RASD), DOD actwltles and Agencies. and others as necessary The JWCAs ha\e 

broad mlsslon statements that allow them to assess each Joint u arfightmg capability under their categoq 

The result of ths assessment is a pnonnzed recommendation for reqwrements, programs and budgets “” 

In October of each year the JWCA teams report their assessments to the JROC for approl al These 

appro\,ed assessments form the basis of the Chauman’s Program Assessment subnusslon to the Secretary 
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of Defense In January the JWCA report thar mtenm results for JROC rewew Next the JROC and 

JWCA team flag officers travel to the umfied commands to brref their updated assessments to each CIKC 

Afterward, the JWCA teams report their results -- together \l lth the CIK mputs -- to the service chefs 

and the Chau-man of the Jomt Chefs of Staff The CJCS uses tlus, along wth other mputs, to prepare tis 

Program RecommendaQons to the Secretary of Defense X --’ 

The current shrmkmg procurement em lronment has amphfied further the impact of the JROC 

process Adnural Onens, the current Vice Chauman, has reported that “real defense expenktures ~11 

drop by nearly 50% behveen the late 1980s and the late 1990s “’ As defense spendmg shnnks, budget 

cutters have slgmficantly reduced flexlblhty over Rhere they can make cuts m expenditures Military and 

cn~han pay pro\ ides a large, Jet fixed, por&on of the budget, construction, operations and research and 

development makes up most of the remamder Of this mcreasmzly smaller amount, budgeteers n 111 

dekote fev+er ant cev er dollars to nuhtary research /development and procurement For example, the 

Ar+ny‘s research, development and procurement budget amounted to S21 3 bllhon dollars m 1989 In the 

FY 1956 ‘Jsw.;et tiiai amount plummets to SlO 7 bllhon x1 As a result of ths shrmkmg budget, 

procurement declslons rapidly amount to a zero sum game among the serwces By dmt of its ablhty to 

recommerd pnontles, the JROC 1s the new power broker m thus enwronment 

WkSSERS ASD LOSERS 

Certainly the advent of the JROC process shrmks the role of the OSD cw~han staff Although the 

PPBS routine contmues, the OSD staff sees their roles dunmished as the JROC’s direct access to the 

Sezretaq of Defense changes declslons made m PPBS For mstance, the JROC recently recommended 

that the serwces reduce the procurement of theater balhsnc nusslle qstems from 8 to 2 or 3 Theq 

recommended that the Army slow the de\ elopment of Its theater balhsuc n-usslle defense system 

(THAAD) The JROC wants the Saly‘s TBMD system, which pronuses to be slgnlficantly cheaper, sped 

up so that they can compare the hto This multlbllhon dollar decision largely bypassed the cnlhan staff 

The cn 11lan staE has complamed that the JROC sunply duphcates PPES and wastes the Secretary of 

Defense s time as he re\lews declslons pre\lously made x” JROC proponents argue that the JROC does 

not duphcate the PPES system since it does not assess and re\lew e\ ery system, but mere14 selected ones 
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Additionally, the Joint staff sees thus role as a fulfillment of their responslbllmes under Gold\+ater- 

Slchols x”I The Vice Chairman of the Jomt Chiefs of StafY also co-chairs the OSD staffs Defense 

AcQusmons Board From tlus posltlon the Vxe Chaxman can articulate JROC findings, usmg tis as 

ewdence to sway the OSD staff on key Issues Clearly, the JROC process empowers the Jomt Staff, wble 

sm~&taneously dmumshmg the ~0% er of the Office of the Secretary of Defense cnqhan staff members 

The umformed senxes are the next losers Cnucs of the JROC “see the move as a power grab 

that \%ould stnp budget and program decision makmg authonty from the senxes “xly “NWe [the senxe ‘” 

chxfs] contmue to be responsible for orgamzmg, tramng and equlppmg their forces, their mfluence ok er 

~3 eapons declslons has waned ’ xy Although each serwces’ Vice Chief of Staff sits on the JROC, the very 
, 

process &lutes lus mput For example, input to the JROC comes from hvo key sources the scheduled 

reports from the JWCAs, and input from the Umfied Commanders m Cluef around the world Sen Ices 

find the JWCAs, composed of many &verse memxrs from each sen ice and several agencies, less easy to 

snay to their perspective on any given issue Even tithe sen Ice IS successful m havmg its 

recommendation survive JWCA scrutmy, the sinxc only has one representatwe on the JROC (unless the 

Mce Chaxman IS from your sex-we) In actua-lty the Vxe Chatrman 1s the only votmg member of the 

JROC n’ 

Congress’ Goldwater-Nchols Act speclficall~ intended that the second source of Input, the 

CFCs, gam poller \ ice the senxe chefs Each Janm and August the “entire JROC personally 

def” er[s] lengthy bnefings on JWCA results to each warfightmg CII\‘C r’XIU The CIIWs then proxlde 

copunents This second source of input has also sen ed to &mlmsh the pon er of semce chefs The 

Increased Importance of the CISC has msplred a predxtable response from several senxes Astute 

seh ice chiefs now dispatch acuon officers to trax el to each CINC prior to the JROC \Tslt Their role 1s to 

brief the CISC and hopefully sway hrn to that senxe’s perspectlte If successful, the bnefers hope the 

CISC will Influence the JROC toward that serwe chefs program or perspectn e =I’ Hence the senxe 

chefs ha\re lost poner with the expansion of the JROC 

?;ot all senxes are equally adept at mfluencmg the JROC, therefore the degree of “wmnmg and 

losing” is not umform Obseners note that both the Kavy and the Ax Force seem to have more 
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expenence m the Joint arena Consequently, the> seem to habe more success m the process The Navy has 

fonped an Internal assessment team to assist then members on the JWCA and their Vice Chief xIx Xavy 

Adnural B111 Onens chars the JROC Vice Adnural LaCrolx heads the 58 directorate, “the 

adnumstrators and assessors” of the JROC. Over twenty-two months ago the Ir Force formed a smular 

assessment team xx The Army, on the other hand, is Just now contemplatmg assembling a smular t&n xyI 

Less capable at the mslde game, the Army appears to benefit by current ownershp of three of the fi\ e 

figlitmg “CINCdoms ” Therefore, the degree of mdn ldual senlce success m future procurement wll ‘_ 

depend on both mastery of theJoint arena and ov,nershp of the key posmons 

As mentioned, the CIKs gamed substantially from the creauon of the JROC Prior to the 
1. c 

Goldwater Nichols Act the CIhXs had httle leverage to mfluence procurement or force structure 

declslons In the PFBS system, Senlce Chefs made most decwons m concert 1~1th the OSD staff 

CuTrentlJ , the JROC’s senuannual consensus gathenng nusslons to each unified command gn e the 

CIKCs a 1 once m the new process AddItionally, CKCs gam leverage over senlce chefs because the 

senwe chefs need the CIXC’s 1 ote (and therefore are approached prior to the JROC’s visit) to help sn a> 

the JROC )(xu 

For good or bad, the clear wnner of the JROC re\ olutlon 1s the Joint staff Empowered by JROC 

declslons the Chairman can mfluence the Secrew of Defense m prlontrzatlon and procurement 

decisions The Vice Chairman’s Job has been enhanced substantlall) because he chairs the JROC and 

simultaneously sits on the Defense Acqumtlon Board as Co-Charman The JROC influences CISCs 

through their senu-annual bnefings Finally, the Joint Staff now reaches far beyond the old tasks of 

pl&nmg and doctnne wntmg, the &rectorates now have sway 01 er a 1 ast array of programs and 

Imuatwes via the JWCA process 

A final plaler m the Defense Acqulsmon process IS the Congress A ‘ highly centralized and 

urufied Department of Defense often means Congress has less mfluence on sen Ice actnitles tiectmg its 

constituents “=Il The Defense Reorgamzatlon Act of 1986 has accomplished much of what Congress 

dewed, but a bl -product of 0~s act is a stronger, more Joint acqmnhon process h4embers of Congress 

may non find it harder to mfluence procurement bug s that the Defense Department does not n ant, or 
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belle\ es It cannot afford Watchmg the THAAD issue play out maq reveal Just how much influence 

Congress has surrendered Soon after the JROC decided to slow production of THAAD, the Secretary of 

Defense recen ed a letter “sl,~ned by 14 Senators, mcludmg Sen Strom Thurmond, Chanman of the Senate 

Arched Senxes Comnnttee, and MaJonty Leader Bob Dole question[mg] any attempt to slow THAAD 

procurement “- Ob\qously the Congress will always retam great influence over the Defense Dep&ent, 

but the JROC process may lessen then o\ erali mlluence -- only time ~11 tell 

THE, FKTURE 

If there has been a substantial power shrft to the Joint Staff wth the growmg importance of the 

JROC, then e\ ldence of this ~11 mamfest Itself m sweral dfierent nays First, the ‘ losers” ~111 hkely 

take steps to amehorate the growng poner of the Joint Staff Ewdence of thx IS begmmng to appear 

The Cn lhan OSD staff personnel have recently discussed ideas and suggestions to Integrate the input of 

the JROC lath the cn &an staff before it reaches the Secretary of Defense ‘a TheJ argue that the 

Secretary of Defense IS busq and should not be asked to decide beh\ een hx o sets of recommendations 

(PPBS drwen and JROC drwen) If the OSD staff can accomphsh ths, they xx 111 have agmficantly 

decreased the Impact of the JROCs recommendations -- recommendations that reqmre direct access to the 

Secrew of Defense m order to carry any aaght For thrs reason it 1s unhkely that the Chanman ~111 

support any such restructurmg of the process 

The semce clnefs, the second “losers,” have two nays to out maneuver the JROC As prewously 

mentioned thq can approach the CISCs prior to the JROC’s senuannual &ints The Army IS takmg that 

approach nox+ Adhtionally. the senxes could try to mfiltrate the Joint Staff wth their best people The 

Na\? and the An Force currently seem to be better postured for tlvs Ewdence of tis mmugratlon of 

quahty to the Joint Staff wll almost certamly appear m promotion rates The recent US Army promotlon 

rate to colonel lends credence to this theory The promotion rate to Colonel for those m the zone, and 

sen mg on the Joint staff. M as 88% as compared to a 43% selectlon rate for the Army at large ml 

Certaml! , an Army-wde realization of the impact of Gold\\ ater-Nichols has some affect on this tigh rate 

Unquestionably. the Army is sending its best officers to Joint duty The selecuon rate for “other Jomt duty 

(not Joint staff. but OSD stti or a CKC’s sta,” on the other hand, was 57 1% mu The slgmficantly 
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hlgper selection rate for the Jomt Sta.iY reflects the declslon to send the best there, coupled wth the 

simultaneous reahzatlon by officers that the best place to sen e is the Joint Staff 

symRY 

By rek lewmg the McNamara era defense procurement process, e-mng the new JROC process, 

and then lookmg at the actors who gam and lose as a result of tks transmon, one can clearly see thi sh& 

m power m the defense procurement process For good or bad, the advent of the JROC has ngmficantly 
\ 

empowered the Jomt staff The CINCs ha\ e also gamed a powerful voice m force structure and r 

procurement m tlus transItion Both the umformed sen ices and the OSD staff ha\ e lost mfluence as a 

result Although the mfluence has shtfted to the Joint StafT, the players have all “expenenced the wax and 
I* 

” 

wane of their authonty, mntluence, and responslblhty over many years xxIw The process of bureaucratic 

pohtlcs m the Department of Defense 1s unhkel! to change ngmficantly m the long run Certamly the 

changes that had their genesis m the Gold\3 akr-Slchols Act of 1986 are not permanent or inflexible The 

senTice or sen ices that moves the fastest to take advantage of the new realities ~111 gam the most m the 

short run However, any ad\ antage gamed may only exist m the short run Powerful mcentn es exist to 

mod@ behaxlor m the long run Sew strateges are hkely to lead to a reestabhshed eqmhbrmm that no 

sen ice can exploit 
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